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"We live and work in a time when human needs are rapidly
increasing and human and financial resources are decreasing. Care
providers and systems are under almost unbearable stress. It
takes years of experience to build effective care delivery
systems and staff them with skilled care providers. Not only
are we in danger of losing what we have , our ability to redirect
caregivers for the 21st century is already severely impaired .
When persons and systems are under stress, they tend to take out
their frustration and anger on each other . This must not be
allowed to happen.
JWB must take a leadership role in building coalitions between
caregivers, persons and systems, and other community
instituti ons . Schools, health care providers, welfare agencies
and the courts must nev er see JWB as the adv ersary but always as
the informed, influent i al advocate and friend."
Reverend Lacy Harwell
JWB Planning Work Group
Adopted by Full Committee
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In September of 1990, the residents of Pinellas County voted to
approve the Juvenile Welfare Board's (JWB) Referendum allowing
JWB to increase its taxing level effective in October of 1991 .
The increased revenue was to be used to fund three specific
referendum issues of Affordable Child Care, Fighting Crime and
Substance Abuse, and an umbrella initiative entitled Building
Better Families .
At their July 1991 meeting, Juvenile Welfare Board members
authorized the Chair to appoint a Planning Task Force to
establish an intensive, time-limited planning process that would
result in a report to be delivered to the Board for its
-consideration. Building upon the framework already in place (such
as JWB policies and vision statements, the 1986 I-COPE Needs
Assessment, preliminary data for the 1991/92 I-COPE Needs
Assessment, the JWB data base and the Referendum case for
support) the Task Force was asked to develop a document that
would provide direction for implementation of the referendum
initiatives. Two specific questions to be addressed by the Task
Force were: 1) How should services to children and families be
delivered? and 2) What is the best way for a service system to
be organized to deliver services that are effective?
In late November of 1991, the Juvenile Welfare Board invited
representatives of business, government, education, community
service agencies/organizations and the community-at-large to
participate in the Planning Task Force. The Planning Task Force,
commonly known as the JWB Planning Work Group, became operational
in December of 1991. Over the course of two months, members of
the group met five times.
JWB's current guidelines were presented to the group as the basic
parameters within which they should frame their deliberations and
recommendations. Specifically, those guidelines are:
According to State Statute:
1. JWB cannot incur debt.
2. JWB cannot fund anything that is directly
operated by the ·school System. (JWB can
participate in joint ventures and
currently does so, ·to the tune
of over $2 million.)
In accordance with JWB's current Board policies:
1. JWB does not fund medical services .
2. JWB does not provide emergency assistance.
3 . JWB .does not fund recreation.
4. JWB does not provide financial assistance.
At the Planning Group's first meeting held in mid December, the
group identified some key concepts and topics important to the
future of the human service delivery system in Pinellas County.
Specifically, they recognized the increased need to use resources
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wisely and they acknowledged the importance of looking at
outcomes rather than funding programs primarily on the basis of
how many people will be served . Areas of special concern to the
Group included: family preservation efforts; positive
approaches to the prevention of teenage pregnancies and sexual
activities; the expansion of local school-based and full-service
clinics; breaking the cycle of dependency and abuse; fostering
interagency cooperation in the provision of neighborhood-based,
family-centered services; health care; the plight of the
working poor; decategorized funding; the relationship between
JWB and the private sector; and citizen participation in JWB's
activities.
During the Group's second meeting, Dr. Katharine Briar of Florida
International University, presented her views on "Emerging and
Reemerging Trends" in human services and their impact on families
and society. Dr. Briar identified a number of proven effective
strategies including: strong family focus that gives families
the skills they need to be successful; intergenerational focus;
consumer/family driven case planning; multi-cultural approaches;
service delivery close to the family - in schools, day care
centers, neighborhood centers, or in the home; and
family-centered, decategorized programs that are family-friendly,
family-supportive and family-building and aimed at increasing the
care-giving capacity of families.
Dr. Briar emphasized the need for funders to pursue a common goal
and to summarize that goal in a common mission statement. She
further emphasized that in order for that common goal to be
achieved, service providers need to treat families the same.
Therefore, a common training agenda is imperative.
Following Dr. Briar's presentation, the Group reached consensus
about various issues concerning service delivery systems.
Specifically, they supported: 1) the concept of capitalizing on
a family's strengths rather than focusing on replacing
dysfunctional elements within a family; 2) needs assessments
that are consumer driven and family-directed case planning; 3) a
triage approach to service delivery that emphasizes early
intervention and prevention; 4) family preservation/support
services coupled with job club services; and 5) the prevention
of unwanted pregnancies.
Group consensus concerning ways to facilitate the establishment
of family-based prevention services designed to strengthen,
preserve and empower families resulted in the identification of
specific strategies and activities.
At their third meeting, the Group listened to presentations on
four model programs that utilize some previously proven effective
strategies. While the purpose of the presentation was not to
solicit support for any one model, but rather to demonstrate some
creative ways in which various model components and strategies
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have been utilized, the Group consensus was that they favored the
Hawaii Healthy Start Program because it was focused, intensive
and had been adopted statewide. The Group felt that the Hawaii
model contained three components critical to its success.
Specifically, those components were : good case management, good
continuity of care (due primarily to a very low staff turnover
rate), and small caseloads. Components of other models presented
favored by the group included: community-based, comprehensive
services; one stop shopping for a targeted population; and
primary emphasis on front-end services . The Group then identified
key elements that they considered to be critical to the success
of a program.
At their fourth meeting the Group reviewed the outcomes of their
previous meetings and developed specific recommendations to
submit to the Juvenile Welfare Board. At that meeting the Group
also elected Bobbie Kahler to chair the committee and present
their final recommendations to the Juvenile Welfare Board.
At their final meeting, held in late February, the Group reviewed
the final draft of their document and approved it for
presentation to JWB .
The final document developed by the Planning Work Group is
presented in the following pages of this report. It is divided
into three sections. The first section , entitled "The Key
Concepts" shaped the recommendations that the Group has prepared
and provided the basis for the revisions they have recommended.
Those recommendations are presented in . the second section,
entitled "Statement of Goals and Operating Principles of the
JWB". This section builds upon the current "Statement of Goals
and Operating Principles of the JWB " and is presented legislative
style . Deletions have been crossed out, all proposed revisions
have been underlined, and explanations/rationale for the
additions have been included in italics under the bolded heading
"Discussion". The third section entitled "Implementation
Strategies " contains some activities identified during the
Group ' s discussions that the Group recommend be considered as
ways to facilitate the implementation of JWB ' s revised "Goals
and Operating Principles". The strategies listed are not
intended to be a complete list, since development of specific
strategies was not within the scope of their activity.
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KEY CONCEPTS
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CONCEPT #1:

JWB needs to focus even more on outcome evaluation
in order to use its resources as efficiently and
effectively as -possible.

CONCEPT #2:

There is a need to encourage and support youths
and their families in their efforts to be
responsible citizens and effective parents
and to provide them with role models.

CONCEPT #3:

Funders and service providers need to respond to
the changing needs of families and to empower
families to assume a greater role in directing
service provision .

CONCEPT #4:

There is a need to exercise leadership in the
establishment of pregnancy prevention programs for
teens and other high risk groups.

CONCEPT #5:

There is a need to advocate for the establishment
of more local school based clinics (SBCs) which
are full service clinics.

CONCEPT #6:

There is a need to advocate for affordable,
accessible health care services for all Pinellas
County residents.

CONCEPT #7:

There is a need to break the cycle of dependency
and abuse in Pinellas County.

CONCEPT #8:

There is a need to advocate for and foster
interagency interaction and cooperation; more
neighborhood-based services and neighborhood
organization involvement; and the
de-categorization of funding.

CONCEPT #9:

There is a need to review the current relationship
between JWB and the business sector and establish
guidelines for future collaboration .

CONCEPT #10:

There is a need to review the current level of
citizen participation in JWB activities and
develop recommendations and objectives related to
citizen participation.

CONCEPT #11:

There is a need to assess the training
requirements necessary to implement the new
strategies and develop new training opportunities
and incentives concurrent with those strategies .

CONCEPT #12:

JWB needs to assume a greater leadership role in

I

system change .
CONCEPT #13:

JWB needs to reaffirm its major role in primary
prevention and early intervention and devote an
increasing percentage of its resources to these
efforts .
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PROPOSED REVISIONS
TO
"HAVING THE MEANS..•
WE HAVE THE RESPONSIBILITY"
A STATEMENT OF GOALS AND OPERATING PRINCIPLES
ADOPTED BY JWB

January 9, 1986
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Any statement of goals and principles must be tempered by both the realities of organizational and
community capabilities and the availability of resources. Likewise, goals and principles are neither
mutually exclusive nor always free of conflict with one another. The Juvenile Welfare Board has not
established goals and principles to simplify its job. To the contrary, the establishment of goals and
principles can make the work of JWB even more difficult as the difficulty of choices cannot be masked
or the legitimacy of relevant debate minimized.

Not every goal can be achieved; not every principle met The failure, however, to have these standards
for testing efforts and measuring progress would violate the unique public trust enjoyed by the Juvenile
Welfare Board and understate its responsibilities to the children and families of Pinellas County.
I

The Juvenile Welfare Board, based on its rich history and the challenge of tomorrow holds the foJJowing
visions for the future for children and families of Pinellas County:
1.

A true system of services for children and families will be established with ready access by
all to a full range of services provided on the basis of the needs of children and families
rather than institutional convenience. An essential element in~~ is .an accountable
~

I
I
I

Q!l

management capability .thal assesses ~ ~ appropriate referrals alli! ~ 1W

progress. Underlying lhi.s high ~~is~ fundamental assumption 1hru. ~

biological family !!!QS1 ~ illl.d economically~~~ ill~ whole~~ }Q!lg

as lha1 environment !k§ n.Ql ~a~ .and~ danBer to the child. Services will be
cooperatively funded and efficiently provided by public, voluntary and private providers. The
system will be planned and rational and feature "state of the art" services, evaluation systems,
management techniques and accountability measures.

I
I

Discussioo:
It is recognized that the safety of all family members must be given first priority. However,
too often service providers tend to try to replace negative family elements with outside
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resources in an effort to "fix" the family. It is suggested that rather than do that, service
providers should focus on family strengths and work with them as a unit, rather than trying
to change individual symptoms ofproblems. Efforts to prevelll the break-up of the family unit
need to be expanded. It is recommended that a triage approach be used to determine what
families will get intensive services. It is suggested that in order to determine the appropriate
level of service that a family needs, case managers should ask the following three questions
and act accordingly: 1) Does this family present a clear threat of physical/psychological
abuse so that endangered family members must be removed and provided alternate care
inunediately? 2) Does this family present clear evidence that without inunediate illtervention
and support it will break down and become unable to care for its members? 3) Does this
family have a history of and prospect for reasonable functioning but needs support to
mailllain its health and future ability to function? It is recognized that JWB does not have
sufficielll resources to provide services to a// families who are in need, and that not all
families will be served.
2.

A primary focus of the system of services must be to break the cycle of dependency and
abuse in Pinellas County. Education. training. and support services are the primary keys in
the accomplishment of self-sufficiency and must be given priority. A variety of community

I
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based learning opportunities must be developed. A continuum of timely support services
necessary to help families become self-sufficient must also be readily accessible.

Discussion:
The worJ..force pool is shrinking. By the year 2000 there may be nwre job openings than there
will be qualified people to jill them. Conununityleducationlbusiness partnerships must act

now to avert a catastrophe. If people are to become truly empowered, they need to have not
only hope and a vision for a better future, but also a support network sufficient to allow them
the opportunity to follow their visions. Efforts must be culturally sensitive. The cycle of
teenage pregnancy is a major barrier to self-sufficiency. More emphasis must be given to
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teenage pregnancy prevention efforts.
3.

The system of services established for children and families wftl ill.I.!Sl be committed to the
prevention of disability and dysfunction. This consideration will pervade the design,
organization and delivery of all services and will serve as a national model for
community-wide prevention strategies. Prevention and early intervention models must
capitalize on a family's strengths rather than focus on a family's deficits.

Discussion:
Families know their situations beller than anyone. The primary goal of service providers
should be to empower families to enable them t~ take the steps necessary to resolve their
situations. Skill building activities should be available to improve family strengths.
4.

Within the system of services established for children and families will exist a network of
intergenerational programs and activities which make maximum use of the youth and senior
populations in both the receipt and delivery of services. These programs will build upon
intergenerational strengths and commonalities rather than conflicts and differences and will
serve as a model for such efforts as the nation enters the 21st century.
II

The Juvenile Welfare Board (JWB) is guided by the following operational values and principles in its
research, planning. coordination, training. advocacy and funding policies, decision and activities:
l.

JWB is fully committed to the principles of early intervention and prevention services to
children and families.

2.

JWB values and encourages creative solutions to human service problems and recognizes risk
taking and the testing of unconventional strategies as legitimate functions in the search for

I

new. more effective means of meeting human needs.

3.

JWB believes in the provision of quality services to children and families planned, provided
and evaluated by competent. well trained professional staff and committed volunteers. JWB
suppons this standard even if its maintenance may upon occasion limit the quantity or
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number of services available.
4.

JWB provides training owortunjties and opportunities to allow service providers to assess
personal and career development needs and objectives and further believes these functions to
be a legitimate work activity.

Discussion:
JWB should be concerned about the well being of individual service providers staff and the
prevention ofbumout. JWB should continue to support training opportunities that allow
participants to assess their own personal and career development needs and more clearly
define their training requirements. JWB should encourage employers to recognize their staff
and to acklwwledge their value by allowing them time to seek personal and professional
growth and renewal opportunities.
Many human sen•ice programs experience excessive turnover rates. Too often, competent,
trained people leave human service employment for less stressful, better paying positions
which offer greater professional recognition and rewards. Attention must be given to those
practices that help retain qualified staff whose retention improves the quality, quallfity and
continuity of services.
5.

JWB recognizes that new methods and standards of service deliver.y ~accompanied by new
and on-going training needs. JWB is commi!!ed to meet those needs to the greatest extent
possible and will advocate that the educational system for providers respond to those
changes.

Discussion:
Agencies commiued to family-based, in-home, neighborhood or holistic services are having
difficulty finding personnel with the training to implement these concepts. In-service

I
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education strategies must be designed and innovative delivery methods prepared. Institutions
of higher education need to become responsive to the changing service practice.

6.

JWB is committed to the rigorous and disciplined measurement of the effectiveness of
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services to children and families as evidenced in positive outcomes and changes in client
behaviors and circumstances.
7.

JWB is as commined to demanding effectiveness and accountability from human service
systems and subsystems as it is the effectiveness and accountability of individual services.

Discussion:
The manner in which agencies and sen•ices collaborate in meeting needs is just as important
to evelltual success in meeting needs as is the effectiveness of each individual service.
However difficult it might be to accomplish, systems which bring together various needed
specialized sen•ices must be held accountable for their effectiveness in meeting needs.
8.

JWB seeks the active participation of citizens, clients and service providers in the planning,
organization and delivery of services to children and families.

9.

JWB actively pursues the planning, organization and delivery of services to children and
families in a rational, proactive fashion which is responsive to Board identified and approved
needs and priorities and fosters a systematic network of mutually complimentary services.

10.

]WB recognizes the need for and effectiveness of positive role models and self-esteem
building programs for all ages. It supports institutional and community efforts that encourage
youths and their families to be contributing citizens and effective parents.

Discussion:
Low self-esteem is a root cause of many problems that are destroying youths and families
today. Therefore, the enhancement of self-esteem is vital to the well-being of society. Programs
such as "Positive Action" currently offered in Pinellas County Elementary Schools are
recognized for the positive impact they have on studellts and their families. The continued
development of community partnerships designed to enhance self-esteem should be
encouraged. As neM• programs a11d activities ore developed, special emphasis should be
directed toward efforts to prevent teenage pregnancy, prevent substance abuse and prevent
youth from dropping out of school.
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11.

JWB identifies problems and vulnerable target populations and concentrates resources on
effective responses designed to meet these special needs.

12.

JWB seeks to consttuct community-wide responses to the needs of children and families

through collaborative efforts with other public. voluntary and private sector entities. mB.
recognizes and supports the need for and develqpment Qf schooUcommunity partnerships that
maintain the inteirity. strengths and competencies that each segment Qf human services and
educatiQn has to offer.

Discussion:
JWB should encourage the Pinellas County School System to explore ways of working with
the conmmnity to develop programs that respond to conununity needs and to develop
effective conmnmity partnerships. JWB should conm1it to becoming an active member of
those partnerships consistent with statutory constraillfs. These efforts should provide
opportunities for the educational system to maintain its primary educational focus without
needing to develop additional capabilities which detract from its basic mission.
13.

JWB believes that active advocacy efforts must extend to the full scope of problems, policies
and practices which affect the well being of children and families.

14.

JWB recognizes the importance Qf pre-natal and early preventive health care services. JWB
believes that all citizens in Pinellas County have the righttQ affordable. accessible quality
~

Discussion:
Money spent on early, preventive health care reaps multiple rewards. Healthy people are
beuer able to function productively and comribute to the needs of society. They also are
better able to enjoy life.lf nwre nwney is spent onfrow-end prevemive health care,fewer
dollars will need to be spem on nwre expensive remedial health care.
Full service school-based clinics (SBCs) are a major means of providing young people with
primary health care services such as vision , hearing and scoliosis screenings; physical

I
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exams; and treatment of emergency, chronic and acute medical conditions. SBCs provide a
service to students and their families, the schools where they are located and the conmzunity
atlarge.ln order to demonstrate their effectiveness, JWB funded the only SBC in Pinellas
County. JWB should remain conmzitted to its role of advocating for the establishmellf of
additional SBCs as a way of reaching the most medically underserved age group in the
County. JWB should continue to seek appropriate funding for the expansion of SBCs. The
JWB Planning Work Group suggests that JWB might wallf to consider adopting a stronger
advocacy role for health care services.
15.

JWB pursues the delivery of services, allocation of resources and advocacy activities in a
manner assuring sensitivity to racial and ethnic considerations, needs of minority
communities and equal opportunity and access to services and employment.

16.

JWB develops programs and services which seek to reduce the negative effects on the
healthy development of children of a rapidly growing community and highly mobile
population.

17.

JWB is com mined to the primary consideration of concepts of health and wellness rather than
pathology and disease in the conceptualization of policies and programs.

18.

JWB recognizes the need to address the role co-dependency has in sustaining families in a
manner which perpetuates the cycle of abuse and dependency.

Discussion:
Co-dependency is the acceptance of an inordinate amount of responsibility for other people's
problems. When it occurs between a sen•ice provider and a consumer it not only impedes
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empowerment, but actutally fosters dependency. Many social service agencies are
accustomed to dealing with pathology. Now they are being asked to deal with issues related
more to health and wei/ness. Initially, it will be difficult for them to adopt new methods of
sen•ice delivery and far too easy to fall back into old habits. JWB should recognize that
service providers need help to objectively look at their service delivery practices, identify
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those that are counterproductive and replace them with healthy self-actualizing services that
promote healthy families and relationships.
19.

to creatively improve the environment for children and families in Pinellas County but
provide leadership in the improvement of services to children and families in Florida and
other states.
20.

I·
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JWB recognizes that its unique sanction and resource base provide not only the opportunity

JWB designs its programs and allocates its resources in a prudent manner to programs
providing or promising effective, efficient service delivery. Delivery and outcome are closely
monitored to assure maximum accountability for the local tax dollar.

21.

JWB encourages increased efficiency in performing program monitoring. audits and
evaluations. JWB works with other funders to facilitate joint site visits and program audits
and evaluations whenever possible.

Discussion:

The primary role of service providers is to provide services to individuals and families in
need. Funders have a responsibility to nwnitor and evaluate to ensure that public funds ore
expended appropriately and sen•ices ore effective. It is recogni::ed that such activities, though
necessary, ore also time-consuming. expensive for all involved, and can divert resources from
service delivery. JWB has long recogni;ed the desirability of conducting joillf site visits and
audit activities and does so with otherfunders as much as possible. JWB needs to continue its
leadership for developing methods that pronwte the efficient use of resources.
22.

JWB encourages the use of strategies and activities that research has proven to be effective in
the establishment Qf supportive family-based services designed to strengthen. preserve and
empower families.

Discussion:
Current research has denwnstroted that the nwst successful programs utilize
consumer-driven needs assessments and family-directed case plans; offer family
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preservation/support services coupled with job club services that focus on individual
employability development; and utilize existing community resources in a comprehensive
manner. Effective services are responsive to the time constraints of working people and are
provided at times convenient to the consumer!
23.

JWB supports neighborhood efforts to address community problems. JWB is committed to
deveiQP and fund more neighborhood-based services. to expand its funding strategy to focus
on creative programs that incomorate those strategies that have proven to be effective. and to
support neighborhood organization involvement

Discussion:
Effective neighborhood-based services focus on the real needs of the community; are
culturally sensitive; enhance neighborhoods by strengthening their sense of community;
expand natural support and helping systems; and help conmzunities increase their problem
solving capabilities and become positive forces in their own lives. The sen•ice delivery system
can seem overly complex and remote to many families . Transportation and cultural barriers
prevent many families inneedjrom receiving necessary supportive sen•ices. Services that are
designed with people from the neighborhood are nwre likely to be accessible and focus on
those needs that are nwst important to that community.
24.

JWB is committed to the prevention of pregnancy among teens and other high risk groups.

Discussion:
AIDS has made teenage sexual activity a life-threatening issue. Few programs in Pinellas
County directly address the issue ofpreventing teen pregnancy as opposed to providing
services to pregnant and parenting teens. In addition to health issues for the nwther and
child, it is well established that teen pregnancy and parellfing are the hub around which the
cycle of abuse, in its many forms, and dependency continue to revolve. The prevalence of
maternal substance abuse is well documented in Pinellas County.
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IMPLEMENTATION STRATEGIES
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In the course of its deliberations the JWB Planning Work Group
identified a number of issues and concerns that did not
appropriately fit into the Vision and Principle format . Many of
these items were of an implementing nature rather than a
statement of goal or principle .
The JWB Planning Work Group recommends that the following
activities be considered to facilitate the implementation of the
JWB's revised •Goals and Operating Principles• .
1.

Assess the current training needs of service providers and
develop and offer new training materials and opportunities
consistent with those needs.

2.

Convene a work group to review the current level of citizen
participation in JWB activities and develop specific
recommendations and objectives related to citizen
participation .

3.

Convene a work group to address the needs of the workf orce.
Foster recognition that there is value in any job well
done and foster renewed interest in trades and the
development of skilled laborers.

4.

Convene a work group to identify the specific needs of low
income employed families and develop recommendations
concerning how to better meet those needs .

5.

Adopt a strong advocacy role in the establishment of
realistic wages that enable people to exist beyond a mere
subsistence or poverty level.

6.

Meet with all funders and seek a broad agreement to support
prevention and early intervention strategies community-wide.

7.

View a crisis as an opportunity for seizing the agenda. Use
JWB's influence to bring about needed changes in the system.

8.

Develop tailor-made, flexible services that meet the
individual needs of those seeking services.

9.

Reaffirm and spread the philosophy that it is better to
prevent damage than to try to repair it.

10.

Continue to include the business community in planning
processes. Develop ways to update them on major changes in
service delivery systems and encourage their active
participation in ~eeting the total needs of the community .

11 .

Foster programs that use music, arts and the media to
encourage young people to develop healthy attitudes and
relationships .
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12.

Seek positive means to express a positive concern for the
morale and welfare of human service and human service
related workers (teachers, police, nurses, social workers).
Seek opportunities to change job descriptions that are
non-empowering .

13 .

Develop joint ventures with HRS, the School System and other
entities that focus on family support and family
preservation.

14.

Work even more actively with the media to better inform and
educate the community regarding human service/family needs
and new and emerging ways of addressing the needs. Identify
and provide new means to communicate directly or through
agencies and community groups the needs, capabilities, and
accomplishments of human services .

15.

Provide incentives for service providers to offer services
that utilize the elements that research has proven to be
effective in providing family support and family
preservation services.
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